A key issue for stakeholder management is to determine who, to what extent and why can influence a project. Proper identification of stakeholders and their classification according to the criteria adopted allows for defining their hierarchy, strength and impact on the project. This, in turn, conditions the development of a strategy for dealing with individual stakeholder groups. The definitions of the concept of a stakeholder have been reviewed to determine the identification criteria. The article also attempts to systematize methods of qualifying stakeholders, depending on the number of differentiation criteria. The methods used for the qualification of stakeholders
are often presented graphically.
Introduction
The implementation of a project, regardless of its nature, size and complexity, involves resources, including human resources. Individuals (or entities) who have a specific role in a project and who influence the course of its implementation are involved in the project. In addition to those people (entities) being project participants, there are plenty of people (entities) in its surroundings who are interested, directly or indirectly, in the project objectives. The project implementation is related to the interest and engagement on the part of many stakeholders. The size and complexity of the project may be due to the number of people involved in its completion. The proper identification and determination of the stakeholders' importance affects the success of a project, hence the establishment of appropriate strategies for each stakeholder group is necessary. The purpose of this article is to present a theoretical framework, including criteria to enable and facilitate the identification and classification of stakeholders, as a basis for defining action strategies that are relevant to the characteristics of the individual stakeholders.
Essence and significance of stakeholders in the project management
The significance of stakeholders in project management arises from many premises. Stakeholders can determine the fulfillment of the project objectives and decide its success. In extreme cases, they may contribute to the failure of the project. Moreover, they can affect the effectiveness of the project, its timeliness and its broadly understood quality.
Therefore, such an approach to stakeholders that will allow their identification, understanding their attitudes and potential actions as well as development of relevant strategies is appropriate. There are numerous reasons that justify the purposefulness of stakeholder management. Synthetically they can be divided into two groups, which, at the same time, constitute a way of approaching stakeholders 1 .
The instrumental perspective that comes down to the statement that "we should manage stakeholders because it ultimately gives us a definite effect". Effects such as the possibility of partial control over the external environment, a higher level of operational efficiency, minimization of events that could prevent the project implementation (e.g. boycott, strike, unfavorable media, etc.), achieving a higher level of trust, reducing conflicts that may lead to lawsuits in extreme cases, more favorable contracts with stakeholders, etc., can be distinguished in this perspective.
The normative perspective justifies in turn the stakeholder management by ethical reasons ("we should do it because that is the way to proceed"). Ethical and moral premises, better perception of a project (organization) among the local community, among employees, also in the media, the higher status of the company management, which addresses the needs of a wide range of stakeholders, etc., can be identified in this group.
One of the contemporary tendencies in project management relates to diversion from understanding projects as a set of instrumental processes (as a linear sequence of tasks leading to a specific goal, using knowledge and specified procedures and techniques) to adopting the idea of a project as specific social processes that focus on interactions between internal and external stakeholders 2 .
Statistical figures evidence the scientific interest in the stakeholder-related issues in project management. P. Littau The answer to the question of who and why is a project's stakeholder is one of the key issues in the analysis, as well as broader in stakeholder management. The definitions of the notion attempting in general to identify its scope are useful in establishing the qualification criteria of stakeholders. Most of the following definitions of stakeholders refer to an organization (company) as a whole. However, due to the analogy of the essence of a stakeholder of an organization and a project, these concepts will be used interchangeably.
One of the first stakeholder definitions developed as a result of research on teamwork carried out by the Stanford Research Institute emphasized that stakeholders are those groups without the support of which an organization would cease to exist. 5 E.Rreeman and D.L.Reed emphasize that an organization is dependent on its stakeholders, upon whom its survival depends 6 . Stakeholders are those who interact with a company, thereby enabling it to function 7 . Any of the above definitions may apply to project stakeholders.
Project stakeholders, on the other hand, are people or organizations that are actively involved in a project or that can be positively or negatively impacted by the project implementation or completion. These entities can also affect a project and its results as well as project team members 8 .
The definitions of stakeholders referred to are sufficiently general that their content does not significantly limit the number of stakeholders. Narrowing their number and prioritizing them makes it possible to identify rational impact strategies. It is therefore important to identify the relationship of a stakeholder to a project (organization). The term "stakeholder" means that a stakeholder is a person (entity) involved in a project through a certain form of engagement, having a specific interest, measurable or not, but related to a benefit or loss. The stakeholder's relationship with a project is a specific exchange of resources, in return for a form of compensation ( Fig. 1.) . In particular: lenders provide financial resources, in return expecting timely loan repayment and interest; managers and employees devote their time, give their competence and commitment, expecting remuneration and good working conditions in exchange; clients generate income for a company in return for expected value, the local community provides the conditions for project implementation, expecting improved living conditions as a result, etc. (Table 1 ). Identifying and understanding the relationship with a stakeholder is an initial step to answering the next question: the degree of importance of a stakeholder from the point of view of impact on the project. What determines their validity? What are the reasons that some stakeholders have a higher rank than others? The criteria helpful to identify a stakeholder and classify him/her into a specific group will be discussed in the first place. Next, additional criteria that help to develop a stakeholder hierarchy will be presented.
Criteria for identification of stakeholders
The criteria that derive from analyzing the essence of a stakeholder include the legitimate claim and the associated legitimacy, incurring risk and holding power, often resulting from disposing of key resources for an organization (project).
C.W.L Hill and T.M. Jones classify to the group of stakeholders all those who have legitimate and justified claims against a given company 9 . Claims are understood as the right to participate in benefits resulting from the organization functioning (project implementation). Claims concern not only their legal sense (e.g. provided by law, such as participation in decisions, but also (or perhaps above all) their economic sense. A stakeholder is an entity that invests in a broadly defined organization capital (project) (e.g. by providing knowledge, devoting time, submitting information, etc.), and consequently claims certain benefits. Claims can have a formal (agreement, contract, legal regulation), informal (adopted rules of conduct) as well as quasi -contractual basis (Fig. 2) . T. Donaldson and L.E. Preston emphasize that stakeholders are those individuals or groups of people who have direct or indirect contracts with an organization 10 . The concept of a contract can be used in this context broadly, referring not only to formal relationships but also to an informal relationship between a stakeholder and an organization. Thus, the following relations can be distinguished:
 contractual, based on contractually agreed terms of cooperation, specified individually in each case (e.g. contracts with company employees, contracts with suppliers, etc.);  non-contractual, not occurring in a formalized form, which may even be unaware and disclosed only when a problem arises (e.g. relationships with ecological groups or local communities, etc.).
The degree of validation (legitimacy) is crucial from the point of view of a stakeholder's position and his/her importance. The validation reflects the legitimacy of a stakeholder's claim as to the right to influence a project, arising, for example, from law provisions, a contract signed, invested capital or ownership held.
Risk incurred by stakeholders is a differentiator of the relation that links them to an organization (project) 11 . According to M. Clarkson, stakeholders are those individuals or groups that assume a certain amount of risk associated with an organization's activities (e.g. investors are stakeholders since they are connected to an organization by taking risks, and it may also involve employees as special kind of investors). Thus, a stakeholder, as is an owner, is at risk (generally less) and proportionately claims his/her right to the portion of the surplus (residual value).
Power may also be a criterion for differentiating stakeholders. The power held by stakeholders is related to several sources. A stakeholder is in power and an organization is given in to pressure since it depends on the resources he/she provides. This is a common case, especially when resources are understood very broadly (including knowledge, information, innovation). The stakeholder's power may also be due to institutional (e.g. regulatory institutions), social (e.g. environmental) or political reasons.
Application of additional criteria deciding a stakeholder's position helps identify key stakeholders and to prioritize them from the point of view of the project's objectives. These criteria include: the ability to cooperate, a stakeholder's position in the network of relationships with other actors, the possibility of posing a threat to a project / an organization, the directness of impact on the project objectives, realization or results, predictability and urgency understood as the degree to which stakeholders' demands require immediate action.
Methods of stakeholders mapping
Stakeholder mapping is a process aimed at drawing up a list of key stakeholders selected from among a wide spectrum of them, identified based on the set criteria, and presenting the analysis results in a way that helps a project team understand and support the stakeholder management strategy 12 .
Stakeholder mapping can be divided into four phases:
 identification of stakeholders (groups, organizations, individuals), according to established criteria;
 the analysis of the stakeholder perspective (i.e. their rationale, claims, risks, interests and expectations towards an organization / a project);
 classification of stakeholders according to accepted criteria;
 determination of relative importance of individual stakeholders and possible visualization of a stakeholder map 13 .
An important aspect of stakeholder mapping is to replace, as far as practicable, the subjective perception of stakeholders by objective measures and make the process of analyzing stakeholders transparent. It is therefore substantial that the data collected on stakeholders are well understood and presented in a clear manner, also in several complementary forms, e.g. tables, drawings, lists, etc 14 .
Using the above-mentioned basic and auxiliary criteria, various methods of mapping stakeholders can be found in the literature. These methods include a variable number of criteria. Examples of mapping stakeholders according to the number of criteria are depicted below.
The division into primary and secondary stakeholders is an example of stakeholder classification based on one criterion (Fig. 3) . A stakeholder that is defined as primary occupies a central position in the network, i.e. has a direct connection with a project, "short" relationships with others, and controls resources of many other stakeholders. 12 (Fig. 4) .
The typology proposed by K. Pajunen can also be used to determine the significance of a stakeholder. He applies two criteria: the first one is a stakeholder's position in the network and the second is the degree of dependence of an organization / project on the resources at his/her disposal. The combination of these criteria gives nine types of stakeholders forming three groups (Fig. 5) . 15 Literature in this field is very rich, both for projects as well as organizations. A broad overview of the stakeholder classification criteria is provided in: Vos J.F.J., Achterkamp M. The first group of stakeholders includes "observers", i.e. those who have a relatively weak position in the network and do not have resources significant from the point of view of an organization. Their ability to influence, both positively and negatively, the objectives pursued by an organization is relatively low. Examples of such stakeholders are less important suppliers, local communities, some interest groups and small coowners. The second group concerns stakeholders, who largely meet only one of the criteria or both but to a medium extent ("potential stakeholders"). A stakeholder who has a strong position in the network and does not have significant resources, or has significant resources but has a weak network position, does not pose a significant threat at a given moment. An example of such a stakeholder may be an interest group (e.g. branch organizations). A case where an entity possesses significant resources but its position is weak refers in principle to a potential situation when it can only become a stakeholder (e.g. a supplier, a bank that is just beginning to work with an organization). Those who have key resources and a strong network position ("authorities") belong to the third group of stakeholders. They can influence other stakeholders and impose organizational goals as well as ways of their achievement. Examples of this group are primary stakeholders such as clients, employees, management, dominant owners and major banks.
Literature also lists examples of merged matrices, which in turn represent the classifications of stakeholders from the perspective of more than two criteria. For example, the matrices: authorities -a stakeholder's predictability and authorities -an interest (a stakeholder's involvement in a project) 16 . The above classification does not define or call individual stakeholder groups, but is based on identifying potential strategies for identified stakeholder groups management (Fig. 6) . 16  validation (legitimacy) understood as reflecting the legitimacy of a stakeholder's claim as to the right to influence an organization / a project;
 diligence (criticality) understood as the degree to which demands of stakeholders require immediate action. Some problems can be very important for a particular stakeholder in a strictly defined time 17 .
R. Mitchell developed one of the most well-known stakeholder classifications based on the merger of these criteria, namely legitimacy, power and diligence. The names of the stakeholder groups according to the fulfillment of these criteria are shown in Fig. 7 . A stakeholders may appear at three levels, depending on the number of the criteria met:
 having only one described feature, of relatively low importance for a project (dormant, demanding and discreet);
 having two characteristics, of relatively higher importance (dangerous, dependent and dominant); 17 Another example of a stakeholder classification based on three criteria is the scheme proposed by R. Murray-Webster and P. Simon 18 . The stakeholder classification is presented as a three-dimensional diagram (Fig. 8) . The criteria that constitute the dimensions of the diagram are:
 power -the ability to influence a project / an organization (influential -not significant)
 interest in a project, understood as the degree to which a stakeholder will be active (active -passive);
 the approach to a project is understood as the degree to which a stakeholder(s) will support a project (supporting -blocking).
The combination of three criteria on a two-stage scale (positive and negative) gives eight cases: a savior, a friend, a saboteur, an irritant, a sleeping giant, a time bomb, an acquaintance and a potential trip wire. 
Conclusions
Stakeholder identification and mapping issues identified in this paper form part of a larger whole that makes up the stakeholder management process. Identifying and mapping stakeholders is valuable only if they help to understand the motives and potential behavior of stakeholders in project. This in turn enables drawing up strategies for dealing with individual groups of them. The development of scientific literature in this field is highly intense, as well as the practical application of the stakeholder theory is reflected in the project management methodologies and in the practical solving of management problems.
